Dept of Children, Youth, & Families
2025-27 First Supplemental Budget Session
Policy Level - P5 - JR Staffing Model

Agency Recommendation Summary

The Department of Children, Youth, and Families (DCYF) requests $12,088,000 ($11,867,000 General Fund- State) and 52.8 Full Time
Equivalent (FTE) in the 2026 Supplemental Budget for critical staffing needs as part of an initial staffing model update at Juvenile Rehabilitation’s
(JR) Green Hill School (GHS) and Echo Glen Children’s Center (EGCC) in order to better support the rehabilitative needs of the young people
in our care. The population served by DCYF under JR care continues to evolve in complexity, acuity, need, and age, yet the current staffing
model has not adapted to meet these changes. Continued reliance on an outdated model negatively impacts case management, treatment, service
delivery, and safety. This proposal represents an initial step toward a more comprehensive and modernized staffing model. DCYF requests
critical staffing in the 2026 Supplemental Budget, with a more robust system-wide staffing framework to be developed and proposed in a future
budget cycle.

Program Recommendation Summary
020 - Juvenile Rehabilitation

The Department of Children, Youth, and Families (DCYF) requests $10,220,000 General Fund- State and 44.8 Full Time Equivalent (FTE) in
the 2026 Supplemental Budget for critical staffing needs as part of an updated staffing model at Juvenile Rehabilitation’s (JR) Green Hill School
(GHS) and Echo Glen Children’s Center (EGCC) in order to better support the rehabilitative needs of the young people in our care. The
population served by DCYF under JR care continues to evolve in complexity, acuity, need, and age, yet the current staffing model has not
adapted to meet these changes. Continued reliance on an outdated model negatively impacts case management, treatment, service delivery, and
safety be including JR counselors in the required custody model to meet federal Prison Rape Elimination Act (PREA) staffing compliance (1:8
during waking hours). This proposal represents an initial step toward a more comprehensive and modernized staffing model. DCYF requests
critical staffing in the 2026 Supplemental Budget, with a more robust system-wide staffing framework to be developed and proposed in a future
budget cycle.

090 - Program Support
The Department of Children, Youth, and Families (DCYF) requests $1,868,000 ($1,647,000 General Fund- State) and 8.3 Full Time
Equivalent (FTE) in the 2026 Supplemental Budget under program support for indirect administrative support.

Fiscal Summary

Fiscal Summary Fiscal Years Biennial Fiscal Years Biennial
Dollars in Thousands 2026 2027 2025-27 2028 2029 2027-29
Staffing
FTEs 4.1 102.1 53.1 123.7 123.7 123.7
Operating Expenditures
Fund 001 - 1 $411 $9,809 $10,220 $11,234 $11,102 $22,336
Fund 001 -1 $66 $1,581 $1,647 $1,911 $1,911 $3,822
Fund 001 - A $9 $212 $221 $256 $256 $512
Total Expenditures $486 $11,602 $12,088 $13,401 $13,269 $26,670
Revenue
001 - 0393 $9 $212 $221 $256 $256 $512
Total Revenue $9 $212 $221 $256 $256 $512

Decision Package Description

The young people served by DCYF’s Juvenile Rehabilitation (JR) division continue to evolve in complexity, acuity, need and age. However, the
current staffing model has not adapted to meet these changes and the funding amount per resident has not been adjusted since 2010. Despite
the best efforts of our highly skilled JR workforce, the changing and rapidly growing population, along with overcrowding in our secure facility
settings, continues to obstruct a therapeutic and rehabilitative environment. Staff are constantly pivoting from their core duties to fill gaps and to
respond to emerging crises. As a result, they are unable to fully perform their intended duties, which negatively impacts case management,

treatment, staff retention, service delivery, and safety. Ultimately this undermines JR’s ability to help young people achieve successful transitions
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into adulthood through effective rehabilitation, thereby limiting the agency’s ability to positively impact both the lives of the young people in our

care and community safety.

An August 2025 Washington Court of Appeals ruling confirmed that the overcrowded and understaffed conditions at Green Hill School that
have resulted in individuals confined in rooms with limited access to programming for long periods of time violate state law and that DCYF must
work to remedy the problem. The court specifically named safety and security concerns related to understaffing as a contributing factor to the
ruling,

To maintain safety for a rapidly growing population with inadequate staffing numbers, JR Counselors (JRCs) are currently performing the duties
of JR Officers (JROs). This means that counselors must also perform custody functions, which may include physical interventions that impact the
therapeutic relationship and reduce time available for treatment and training. Therefore, with this dual role it reduces the capacity for JRCs to
provide therapeutic counseling and case management, which is critical for young people’s success. The lack of role clarity further complicates

their relationship with young people, ultimately negatively impacting treatment outcomes.
Inadequate JR staffing has resulted in:

e Increase in violence and contraband incidents
o Behavioral decompensation in young people (increased self-harm, substance use)
o Reduced recruitment and retention rates for staff
o Increased staff injuries/L&I claims resulting in loss of work time
o Increased use of Family Medical Leave Act (FMLA) and Paid Family Medical Leave Act (PFMLA)
o Reduced employee job satisfaction impacting performance and service delivery
o Reduced credibility from stakeholders, families, and the public due to the increased rate of incidents resulting from inadequate

staffing, including torts and other legal interventions

DCYF is proposing an updated staffing model to better support the rehabilitative needs of young people in DCYF's care. This
staffing model includes the following components:

1. Remove JR Counselors from the custody model at GHS.

There are two issues with the current staffing model at Green Hill School: 1) there are not a sufficient number of JROs and 2) JRCs are included
in custody model staffing ratios and frequently carry out the duties of JROs rather than counseling and case management. This negatively impacts
the provision of therapeutic case management and uninterrupted adult time needed to address young people’s treatment needs and complicates

young people’s interactions with their counselors.

Current JRO staffing does not meet the needs of the operational changes necessary to comply with best practices and applicable laws. These
include Federal Prison Rape Elimination Act (PREA) ratio compliance, campus security needs to support the safe movement of a more complex
population, an increase in medical and court transports, ancillary program supervision, and increased family engagement requiring supervision. In
order to sufficiently staff GHS, an additional 73JROs are needed.

A current stop gap for staffing has been to include JRCs in the ratios. While this has been critical for addressing immediate safety and security
needs, it negatively impacts rehabilitation and staff retention leading to behavioral decompensation for young people, reduced programming
availability, and employee job dissatisfaction and turnover. Concerns with the redeployment of counselors to other duties was raised in a 2019
review of JR’s staffing model, Current State Staffing Analysis Volume 1. Juvenile Rehabilitation provided by the Hyzer Group (referred to
as, “The Hyzer Report”), the report concluded the current model fails to afford JRCs the time needed to perform their treatment and case

management duties.

Other relevant findings from the Hyzer Report include: (1) “The current number of staff and composition of the workforce cannot support full
implementation of all the components of the Rehabilitation Model,” (2) “Staff do not receive the necessary training time to gain requisite
knowledge and skills for working with youth. In addition, training is not always provided in a timely manner,” and (3) “Actual turnover and
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turnover intent of staff are significant issues.”

While JRCs are higher-cost positions than JROs, reducing the number of JRCs and using those savings to hire JROs is not sufficient to fully fund
the staffing model needed to ensure a safe and therapeutic environment. Any further reliance on this strategy would jeopardize the level of JRCs

needed to provide meaningful engagement with young people in order to meet their rehabilitative and treatment goals.

DCYF has internally started to reduce the number of JRCs through attrition (retirements, promotions, and other departures) and reallocate the
savings to fund 19 additional JRO2 positions. A gap of 87 positions remains between current funding levels and the full number of JRO and JRC
positions needed to fully remove counselors from the custody model. This proposal takes immediate first steps toward right sizing the number of
JRCs and JROs needed to effectively serve the population within DCYF JR’s institutions.

2. Addressing JR Officer staffing needs at GHS

In addition to a requirement for additional JRO positions to eliminate JRCs from inclusion in staffing ratios, the current level of JRO positions
does not meet the needs of the operational changes that have occurred in JR. These include Federal Prison Rape Elimination Act (PREA) ratio
compliance, campus security needs to support the safe movement of a more complex population, an increase in medical and court transports,

ancillary program supervision, and increased family engagement requiring supervision.
3. Addressing graveyard shift staffing needs at EGCC

The focused attention on graveyard shifts at Echo Glen Children’s Center (EGCC) is in direct response to the urgent need to address staffing
shortages that currently result in one individual providing security per cottage during overnight hours. Allowing for dual coverage with two staff
per cottage during the graveyard shift will enable security staff to reliably complete required 15-minute wellness checks, perform suicide
watches, and respond to the increasing complexity of the population. This will also ensure multiple staff are on the floor to respond to incidents,
to maintain accountability of staff, and keep inappropriate contact from occurring between staff and young people. The graveyard shift is when
the majority of incidents occur, largely due to minimal staffing during these hours. These changes will significantly reduce the legal risk faced by

the agency.

This request includes additional JROs for identified posts in response to ongoing safety concerns within JR facilities. This will ensure sufficient
funding for JR officer positions that complies with or exceeds PREA standards and appropriate supervisor to direct report ratio to support staff
development, supervision, and performance management. Sufficient funding for additional JR Officer positions will ensure all JR Officer duties

are explicitly assigned to the appropriate staff thereby enhancing safety, security, and clarity for young people regarding their environment.
3. Planning for a comprehensive staffing model

Young people in JR have needs outside of immediate security and counseling. The staffing model must fully account for and incorporate all
required services, including medical treatment, facility maintenance, education, etc., while also accounting for both the current population size and
the complexity and acuity level of their treatment and care needs. A comprehensive residential staffing model is under development, however for

the purposes of this request, DCYF has prioritized the most urgent staffing needs critical to ensuring safety.
Implementation strategy

This proposal includes a phased-in implementation approach for achieving the desired staffing levels specified in this request, which includes (1)
funding needed to achieve the appropriate staffing levels and staff type during all shifts at DCYF’s Green Hill School (GHS), and (2) improved
staffing levels during graveyard shifts at Echo Glen Children’s Center (EGCC). DCYF proposes to phase in the additional staffing requested to
allow time for recruitment and onboarding, minimize the costs in the first year while still responding to the most critical needs, and provide DCYF
JR leadership the opportunity to evaluate the impact of staffing changes to inform a future request fora comprehensive staffing model.

Assumptions and calculations

e DCYF is working toward a new approach to funding Juvenile Rehabilitation staff working in residential facilities. JR is funded based on a
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marginal rate of $37,000 and 0.45 FTE per young person in a residential setting based on caseload projections developed by the
Caseload Forecast Council. FTE funding within the marginal rate provides $28,000 per 0.45 FTE. See Marginal Rate Table below.

Marginal Rate Table FY 2026 FY 2027
Total Marginal Rate: $37,000 $37,000
FTEs 0.45 0.45

Breakout of $37,000

Salaries $22,555 $22,555
Benefits $5,442 $5,442
Goods and Services $7,563 $7,563
Direct Payments for Clients $2,777 $2,777
Transfer (Intra agency, Interagency) ($1,337) ($1,337)

e The marginal rate has not been adjusted since it was proposed by the Washington State Institute for Public Policy in 2010. Staff wages
have increased over the years, but the marginal rate has not been updated to reflect this increased cost, nor has it accounted for the
growing costs associated with providing treatment. DCYF is working to modernize its approach to staffing secure facilities by adopting a
funding model with an understanding of the baseline staffing needed to support a 24/7 secure population.

e For reference a Juvenile Rehabilitation Officer’s 2’s salary at GHS, including salary, benefit, and all other standard costs in the first year of
employment is $109,258. At Echo Glen, it is $113,132. At the current marginal rate, less than half of the current cost of an JRO2 FTE is
funded in the caseload step.

® As an initial step, toward realizing this model, DCYF proposes to fund an increase in Juvenile Rehabilitation Officer 2 and 3 positions at
GHS and increase graveyard shift staffing at EGCC.

While a comprehensive staffing model is in development, this proposal requests funding for critical staff at both GHS and EGCC. This focused
request, allows for a phased approach to build out a full secure facility staffing model. This package represents the first step in a multi-phased
effort to adequately staff JR residential facilities. GHS has already begun preparations for the transition. These changes are aimed at shifting
responsibilities away from counselors serving as security staff, allowing them to return to their core focus on counseling and rehabilitative work.
Changes to the staffing of Green Hill School.

1. High Complexity Units (Baker, Cypress, Willow) Day and Swing Shifts: Security staff ratio of 1:4 JRO2s to 4 young people and include
rovers for each units at a ratio of 1:16. Unit Rovers are available to respond to incidents, transport a resident to another part of the facility,
allow bathroom breaks for other staff, etc.

2. Graveyard: Staff ratio of 1:8 for high-complexity units. Allows for 15-minute wellness checks, appropriate staffing for suicide watches,
and dual coverage during evening hours, a best practice to reduce the incidence of inappropriate contact.

3. Other Units (Hawthorn, Maple, Spruce, Baker North) Day and Swing Shifts: security staff ratio of 1:8 JRO2s to young people and
include rovers for each units at a ratio of 1:16. Unit Rovers are available to respond to incidents, transport a resident to another part of
the facility, allow bathroom breaks for other staff, etc.

4. Graveyard staff ratio of 1:10 for all other units.

e This proposal includes graveyard staffing levels above the minimum Prison Rape Elimination Act (PREA) standard, given the graveyard
shift experiences the highest number of incidents, largely due to reduced staffing levels during overnight hours. ~ Graveyard staff are

required to perform 15-minute wellness checks on each young person throughout the night. Additionally, because most rooms are not
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equipped with toilets, young people must be given access to a bathroom at least every hour. Adequate staffing during the graveyard shift is
essential to ensure that bathroom access is provided timely and safely without compromising protocols. The staffing ratio requested also
takes into account special staffing needs for suicide watches overdose prevention checks, etc. Additionally, it accounts for ensuring
multiple staff members are present on the floor in the event of an incident, enhancing safety and response capacity. This level of coverage
also supports accountability measures designed to minimize the risk of inappropriate contact between staff and young people.

DCYF requests funding for additional graveyard staffing at EGCC, for reasons outlined in this proposal. EGCCs is currently staffed with one
staff member per cottage during the graveyard shift. While this meets the minimum PREA standard, best practice is a minimum of two staff per

cottage during the graveyard shift to ensure adequate supervision and maintain safety.

Assumptions and Calculations

Expansion, Reduction, Elimination or Alteration of a current program or service:

This proposal requests funding for an initial staffing model update.

Detailed Assumptions and Calculations:

e Green Hill School Staffing Changes.

1. High Complexity Units (Baker, Cypress, Willow) Day and Swing Shifts: Security staff ratio of 1:4 JRO2s to 4 young people and
include rovers for each units at a ratio of 1:16. Unit Rovers are available to respond to incidents, transport a resident to another
part of the facility, allow bathroom breaks for other staff, etc.

2. Graveyard: Staff ratio of 1:8 for high-complexity units. Allows for 15 minute wellness checks, appropriate staffing for suicide
watches, and dual coverage during evening hours, a best practice to reduce the incidence of inappropriate contact.

3. Other Units (Hawthorn, Maple, Spruce, Baker North) Day and Swing Shifts: security staff ratio of 1:8 JRO2s to young people and
include rovers for each units at a ratio of 1:16. Unit Rovers are available to respond to incidents, transport a resident to another
part of the facility, allow bathroom breaks for other staff, etc.

4. Graveyard staff ratio of 1:10 for all other units.

Echo Glen Children’s Center

e Adds FTE to graveyard JRO2 staffing. Adds 1 additional FTE for each cottage, establishing 2 FTE per graveyard shift. While one staff
on shift meets the minimum PREA standard, best practice is a minimum of two staff per cottage during the graveyard shift to ensure

adequate supervision and maintain safety.

Workforce Assumptions:

DCYF requests $450,015 and 1.9 FTE in FY 2026 and $15,791,894 and 69.4 FTE in FY 2027 to remove JR counselors from the custody
model and increase the number of JR officers at GHS.

Green Hill Schoaol

FY 26 FY 27 FY 28 FY29

JRO2 1.5 56 73 73
JRO3 1 14 15 15
JRC1 -0.9 -3.5 -3.5 -3.5
JRC2 -0.3 -1.0 -1.0 -1.0
JRC3 1.0 4.0 4.0 4.0
Total FTE 1.9 69.4 87.0 87.0
Total § $ 450,015 | $ 7,895,847 | $ 9,345,241 | § 9,218,343
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Echo Glen: Increased Graveyard Shift staff. Phasing in staff to have an additional FTE on graveyard shift

Additionally, this request funds indirect positions and activities in Program 090 at 18.43% to support the Juvenile Rehabilitation work.

Historical Funding:

FY2025

FY2024

e FTE=363.0 FTE

e Total Funds = $39.3 million

e Near General Fund = $39.3 million
e Other Funds = $0

FY 26 Fy 27 Fy 28 FY29.:
1.6 16.8 17.5 17.5
$ 183,840 | $ 1,911,815 | $ 1,889,042 | 5 1,883,642

FY 26

FY 27

FY 28

FY29

0.6

15.9

19.2

19.2

$

75,000

$ 1,793,000

$ 2,167,000

5 2,167,000

FTE =363.0 FTE

Total Funds = $38.9 million

e Near General Fund = $38.6 million
Other Funds = $0

Strategic and Performance Outcomes

Strategic Framework:

Funding critical staff as an initial step toward a comprehensive staffing model supports DCYF’s strategic goals of creating successful transitions

to adulthood for youth and young adults in our care and improving the quality and intention of our practice.

This supports focused agency work to increase access to strengthen therapeutic environments, enhance the stability and quality of adult

relationships, and refocus efforts toward the JR residential therapeutic model.

This package also supports the Governor’s Results Washington goal area of Healthy and Safe Communities through supporting successful

reentry and decreasing juvenile offender recidivism.
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Performance Outcomes:

Funding an initial staffing model update supports DCYF’s strategic goals of creating successful transitions to adulthood for youth and young

adults in our care and improving the quality and intention of our practice.
Positive outcomes we expect to occur for young people in our care include:

® A decrease in violence and contraband incidents
e A reduction in modified programming due to staffing inadequacies and an increase in the amount of time youth spend out of their rooms
and actively engaging in programming and treatment
o A reduction in incidence of self-harm, substance use, and behavioral decompensation due to increased access to counseling and
therapeutic case management
o A reduction in the number of young people deemed ineligible for community placement opportunities due to behavior issues or

unmet treatment needs
Positive outcomes we expect to occur for staff include:

e Increased recruitment and retention rates for staff

¢ A reduction in staff injuries/L&I claims

e A reduction in the use of FMLA and PFMLA

¢ Increased employee job satisfaction, positively impacting performance and service delivery

e Increased credibility from stakeholders, families, and the public due to better service delivery and more positive outcomes for young

people
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Equity Impacts

Community Outreach and Engagement:

DCYF has shared this proposal with advocates for Juvenile Justice who regularly engage in issues surrounding DCYF JR’s operations and
service delivery. Community partners have confirmed that updating the JR staffing model to appropriately meet the needs of young people,
consistently meet PREA standards, and more effectively serve young people is a high priority.

Young people served in JR, and numerous community partners have cited the lack of availability of time with caring adults/case managers in JR
to help them is a significant barrier to their rehabilitation and expressed concerns about the amount of time in their rooms when there is minimal
staffing as barriers to their ability to participate in programming. They also express a lack of clarity in the role and relationship between JR
counselors and the young people they are intended to serve as an area of deep concern. DCYF has also frequently received feedback that

young people are experiencing inadequate counseling and mental health support during their time in JR’s care.

Conversations with young people at JR’s new Harbor Heights location, where a similar staffing model to the one proposed is in place, confirms a
marked improvement in the therapeutic, rehabilitative and rehabilitative environment. Young people report a significant increase in their ability to
access counseling, fully participate in programming without disruptions or cancellations due to staffing, and reliably engage in activities to invest in

their own rehabilitation.

This proposal is in direct response to both internal and external concerns related to the lack of support that young people report receiving while
in DCYF JR’s care.

Disproportional Impact Considerations:

The young people in our care are disproportionately Black, Indigenous, and youth of color compared to the overall state population. DCYF has

an obligation to be responsive to the service needs of these deeply justice-involved young people.

Target Communities and Populations:

This initial staffing model update directly impacts equity, primarily through improved safety and rehabilitation service delivery to young people in
JR’s care while supporting youth’s successful transition to adulthood. An increase in the provision of high-quality counseling and case
management may also lead to an increase in DCYF’s ability to place young people in less-restrictive settings. Historically, better access to care
and case management has shown to mitigate behavioral as well as other concerns that can affect an individual’s eligibility to be placed in a less
restrictive, community-based setting. Role clarity and improved provision of counseling and case management are anticipated to help in these

circumstances.

Community Inputs and Incorporation:

Young people served in JR, and numerous community partners have cited the lack of clarity in the role and relationship between JR counselors
and the young people they are intended to serve as an area of deep concern. DCYF has also frequently received feedback that young people
are experiencing inadequate counseling and mental health supports during their time in JR. This proposal is in direct response to both internal and

external concerns related to the lack of support that young people report receiving while in DCYF JR’s care.
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Other Collateral Connections
HEAL Act Agencies Supplemental Questions

Not Applicable.

Puget Sound Recovery:

Not Applicable.

State Workforce Impacts:

There is no impact to existing collective bargaining agreements, compensation or benefits.

Intergovernmental:

DCYF anticipates minor, if any, intergovernmental impacts to this change. It is possible that, with additional staff capacity to better serve young
people in JR, that the agency will see fewer voluntary transfers to the Department of Corrections requested by young people in DCYF JR’s
care. Anecdotally, occasional self-requested transfers are attributed to the diminished conditions at Green Hill School, including programming

disruptions due to staffing shortages and overcrowding, and the inability to receive more robust case management and counseling.

Stakeholder Impacts:

JR has heard very clearly from community partners and juvenile justice advocates that current conditions at Green Hill School are unsustainable,
and that young people are not receiving the full range of programming and support necessary for their long-term success. Conversations with
individuals representing these groups have indicated support for this proposal. Families and community partners have expressed desire for JR to
ensure that all young people receive promised treatment and support. Community partners have continued to highlight the deteriorating
conditions at Green Hill School, particularly the inability for individuals to receive robust treatment and programming opportunities while the

facility is overcrowded.

In August of 2025, the Washington Court of Appeals ruled that the conditions of overcrowding and understaffing at Green Hill School that
resulted in individuals confined in rooms for long periods of time violate state law and that DCYF must work to remedy this reality. The court

specifically named understaffing as a contributing factor to the ruling.
Updating the initial staffing model as proposed will help address concerns brought to the agency by community partners.

State Facilities Impacts:

Not Applicable.
Changes from Current Law:

This request has no impact on existing statutes, rules or contracts.
Legal or Administrative Mandates:

Not Applicable.

Governor's Salmon Strategy:

Not Applicable.
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IT Addendum

Does this Decision Package include funding for any IT-related costs, including hardware, software, (including cloud-based

services), contracts or IT staff?
No

Objects of Expenditure

Objects of Expenditure
Dollars in Thousands
Obj. A
Obj. B
Obj. E
Obj. G
Obj. J
Obj. T

Agency Contact Information

Crystal Lester
(360) 628-3960
crystal.lester@dcyf.wa.gov

Fiscal Years
2026 2027
$274 $6,498

$96 $2,346
$6 $138
$9 $207
$26 $620
$75 $1,793

Biennial
2025-27
$6,772
$2,442
$144
$216
$646
$1,868

Fiscal Years
2028 2029
$7,843 $7,843
$2,841 $2,841
$167 $167
$251 $251
$132 $0
$2,167 $2,167

Biennial
2027-29
$15,686

$5,682
$334
$502
$132
$4,334
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